
“I have seen the future of warfare...The
Army’s ability to use information to
dominate future battles will give the
United States a new key to victory, I be-
lieve, for years, if not for generations to
come.”

—Secretary of Defense William Cohen

(CSA Random Thoughts While Running, re-
ceived via e-mail on 21 April 97)

The e-mail nets were alive throughout
the Army during the Advanced Warfight-
ing Experiment (AWE) conducted at the
National Training Center in March of
1997. Somewhere around 21 April 1997,
significantly put out on e-mail, our Chief
of Staff GEN Reimer put out a clarion
call for action and thinking on the sub-
ject of the size of our battalions. In the
e-mail he wrote, “We stayed away from
tinkering with the maneuver battalions
on purpose because we really wanted to
see what we had first. However, now
that we see what we’ve got (based upon
the results of the AWE author note), I
think it’s time to take this one on in ear-
nest.” (CSA Note)

The power of the new information
technology the Army is testing is awe-
some. While it is not a panacea, the
sooner we in the Army exploit this tech-
nology and articulate what it is we want
the technology to do for us, the better we
will be able to retain our fighting edge
over potential adversaries. I once heard
COL Jim McDonough, then Director of
the School of Advanced Military Stud-
ies, call this the “Billy-Jack” approach.
We will demonstrate what we can do to
our enemies, and they know there is
nothing they can do to stop us. This is
the right attitude to take in an increas-
ingly hostile world. This is asymmetrical
application of force. Demonstration of
conventional power is a deterrent.

The purpose of this essay is to outline
a “modest proposal” for the structure of
the tank battalion after next. I am delib-
erately staking out an extreme position
in the hopes it will raise the blood pres-
sure of my contemporaries and thus
bring on the debate we really ought to be

having in regards to this topic. Unless
we in the Armor Force do this, we may
find ourselves sounding like MG John
K. Herr, the last Chief of Cavalry, argu-
ing for keeping the horse cavalry while
the rest of the Army modernized. In
1938, MG Herr said, “We must not be
misled to our own detriment to assume
that the untried machine can displace the
proved and tried horse.” (Petras, p.106)
Similar words are spoken about the com-
puter and information systems. We can-
not be left behind.

I propose that the Armor battalion be
reorganized as shown in Figure 1.

The organization I propose is smaller,
thus it should be more strategically mo-
bile. The heart of the matter is what is
NOT in the battalion.

Assuming we can achieve maintenance
situational awareness and just-in-time
supply, we can then remove the mainte-
nance platoon, support platoon, medical
platoon — essentially all of the CS and
CSS functions from the battalion. We
can have battalions without staffs. The
sole function of the battalion is to pre-
pare tankers for war through training as
crews, platoons, and companies. The
battalion commander, his X3, and CSM
are the proper trainers of the battalion’s
troopers. The Army selects these men
based upon their demonstrated potential
for future service, thus we can empower
them to train their outfits. The CS and
CSS functions are captured by the use of
electronic means and transmitted to the

proper level. We can make these net-
works happen in the field and the garri-
son.

I propose a battalion without a staff in
the traditional sense. Capitalizing on the
strengths of the information systems now
available, as well as those in the near fu-
ture, we can eliminate the staff at the
level of the fighting element. There is, of
course, the corresponding requirement to
have an in-place support system in garri-
son and in the field to meet the battal-
ion’s CS and CSS needs. We can achieve
these economies through the use of in-
formation systems we have on hand. The
S1/personnel function can be taken care
of at the central in-processing facility
most divisions run right now. Our auto-
mated ID cards are supposed to carry in-
formation on the bar code on the back. It
is time to make that work. Personnel
transactions can then take place on a
LAN with input from the 1SG (and the
shadow staff any good 1SG will have,
anyway). 

The point is that the information sys-
tems must be/are in place before we put
this effort into effect. A coordinated
LAN within the division or brigade can
take care of promotions, demotions, pay
inquiries, etc. That is what the AGs of
the force say, so it is time to put up.

The S4 supply functions will make use
of the automated property book system
we have, with refinements. The com-
pany commander would still be respon-
sible for signing for his equipment and
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• 35 tanks, 9 HMMWVs

• 1 LTC, 1 MAJ, 1 CSM, 3 CPT,
12 LT, 3 1SGs, 11 SFC/19K40
(four Master Gunners), 15
SSG/19K30, 3 SSG/92A30,
109 PV1-SGT/19K10/20

• Total = 164 troopers
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the monthly inventories. I really cannot
see ever walking away from that need,
even when we all look like the soldiers
in Heinlein’s Starship Troopers. The
point is that in garrison we can take ad-
vantage of automated systems in place
for the supply sergeants we will still
need, if only for their familiarity with
the CSS system and procedures. This in-
tegration can be at either brigade or divi-
sion. The field system will take advan-
tage of the systems for “just-in-time” lo-
gistics and the information-sharing sys-
tems which will track ammunition ex-
penditure and fuel consumption.

The S2/S3 functions are handled
through improved red and blue situ-
ational awareness. That is easy to say
and very tough to execute, but within the
realm of the possible given the power of
the systems we have. Think about LTC
“Abe” Abrams leading the 37th Tank
into Bastogne. Abe led from the front
and used his intuitive feel for battle and
the enemy to guide the actions of his
battalion. Battalions do not have a deep
fight, they form the heart of the close
fight of the brigade. Battalion command-
ers execute operations along with their
troopers, and close with the enemy by
fire and maneuver. This does not relieve
the commander of the requirement to
know the enemy and the terrain; in fact,
the increased situational awareness af-
forded us via systems interface makes
understanding the relationship of enemy,
weather, terrain, capabilities, and the
commander’s estimate all the more im-
portant. Reports from the NTC seemed
to indicate that the real problem was too
much information and a lack of willing-
ness to trust the information on the
screen. Here then is the re-emergence of
the art of command and battle leader-
ship. The power of the information sys-
tem will allow the commander to go to
the critical point because he can first
“see” where the critical point is, based
on the positive knowledge of friendly lo-
cations and the collation of enemy loca-

tions on his display screen, then move to
the point on the battlefield and see what
is most important. In this way finger-
spitzengefuehl, coup d’oiel, call it what
you will, is enhanced, not befuddled, by
technology. This situation will only get
better as the systems improve and us
“old dogs” learn some new tricks. Pilots
say, “Trust the instruments.” It is time
for tankers to do likewise.

Here again are the words of our Chief
of Staff, “In my opinion, we have at
least a 30% increase in capabilities
through situation awareness at the pre-
sent time, and if we are able to develop
it to its full potential, it could be a 50%-
60% increase. Given the fact that, in
power projection operations, getting ca-
pabilities there quickly makes a large
difference, I think it’s time we look at
the size of these armor and mech infan-
try battalions and see if we can’t down-
size some of them. I know how emo-
tional that is, but we have to take it on in
my opinion.” (CSA Note) This reduction
in the size of the battalion also allows us
to expand the number of heavy divisions
while not exceeding the number ceiling

placed on the Army by budget con-
straints.

The historians out there will quickly
point out that the last Army to do this
was the German Army after the invasion
of Poland. The U.S. Army also did this
during World War II, by decreasing the
size and number of the armored regi-
ments of the existing armored divisions
in order to field more armored divisions.
By saving 23 tanks from each battalion
in the current force (five armored divi-
sions each with five tank battalions), the
Army could field at least three more re-
duced size armored divisions. Here are
my numbers:

23 tanks from 25 battalions = 575 tanks

575 tanks = 2300 men = roughly 16
downsized battalions

The smaller battalions will enable the
Army to focus and reduce the size of the
support battalions and other battalions
within the division. Since we cannot pre-
dict where and when the Army will be
needed in the next fight, we can retain
more, smaller armored divisions which
give the Army more strategic flexibility
in the application of force. Our Chief
again put this thought concisely, “In my
opinion, the Army has been drifting to-
ward smaller, more mobile units in the
last few years. I think most of us have
recognized the need for strategic mobil-
ity, but we did not want to give up the
combat capabilities we currently pos-
sessed.” (CSA, 21 April 97) We are not
giving up combat capabilities within the
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Armor Battalion After Next
Command Element

• Two tanks, three HMMWVs
• 1 LTC, 1 MAJ, 1 CSM, 2 SFC

(one Master Gunner), 4 19K
10-20, 3 19K10/20 HMMWV
drivers

• Total = 12 troopers, 2 M1A2,
3 HMMWV Figure 2

Armor Battalion After Next
Tank Company

• Company Command
Element
– 1 CPT, 1 1LT (XO), 1 1SG, 2

SSGs, 1 SSG (92A Supply
SGT), 4 19K10/20, 3
19K10/20 HMMWV drivers

• Tank Platoon
– 3 2/1LT, 3 SFC (one Master

gunner), 3 SSGs, 27 19K10/20

• Total = 49 troopers, 11
M1A2, 2 HMMWV Figure 3

Continued on Page 50



battalion or the division as we can truly
increase the situational awareness of the
commanders and then do what philoso-
phers of war have exhorted throughout
the ages, get the right mix of force to the
right/critical place on the battlefield at
precisely the right time. Information sys-
tems can give us this edge in the next
fight.

This downsizing does not overlook the
requirement to train. Smaller is not bet-
ter, better is better, to paraphrase GEN
Sullivan, our retired CSA and a distin-
guished tanker. The current Chief of Ar-
mor wrote in an e-mail note to the CG of
TRADOC, “Digital equipment doesn’t
make a digital force. The force must be
well trained and experienced to be deci-
sive.” (MG Harmeyer Note to the CG
TRADOC, 28 March 1997) We can con-
centrate on the task at hand, which is
training ourselves and our troopers to
take the maximum advantage of the digi-
tal equipment and information systems
we have within our force. The tank bat-
talion commander will have just tankers
to train, and a higher leader-to-led ratio
within the battalion.

Are there more changes possible due to
our new abilities to focus battle com-
mand? There certainly are, and they
should be the focus of other articles in
this journal and other professional jour-
nals. For instance, the entire system of
TOC/TAC/Rear/Command Group needs
to be evaluated and streamlined for rapid
decision-making and command and con-
trol at the brigade, division, and even
corps level. Our staff system needs an-
other look; after all, we’ve been using

the French staff sys-
tem since Black Jack
Pershing adopted it in

France in 1917. The focus of main effort
for this journal right now needs to be,
what should we, the armored force, look
like in the Army after next?

An undated, unsigned e-mail forwarded
all over the Army contained this impres-
sion of the Advanced Warfighting Ex-
periment, “the results were much better
than the pessimists expected and not
quite as good as the optimists were hop-
ing for. Under normal NTC rotation con-
ditions, it would have been labeled a
draw.” (undated note off the Army e-
mail, Subject: AWE at NTC) In my own
experience against the OPFOR, a draw
is not that bad, and considering that the
fellows in COL Goedkoop’s brigade had
to spend time learning how to use the
appliqué equipment and make sense of
the systems, it reinforces the Chief of
Armor’s point that digital equipment
does not a digital force make. We need
to train and train hard. This, in itself,
does not alter the fact that the potential
for a real breakthrough in how we fight
is just around the corner.

The focus on the size and purpose of
our tank battalions is worthy of lots of
chin stroking and deep thinking. Either
we armored force officers do this, or the
Beltway bandits and Armed Service
Committee staffers will do it for us. I see
the battalions of the future being the
buildings blocks for the reinforced bri-
gades of the future, which in turn will do
what our divisions of today do. It will be
a while, and our hair will be white, or in
my case completely gone, before this
transformation happens throughout the
force. It may be that brigade command-

ers will be the big boys to aspire to be
like — they will probably need to be
brigadiers, with colonels as the XO/Dep
Cdr, with subordinate battalions assigned
as the mission dictates; sounds like the
combat commands of the original Ar-
mored Force, doesn’t it? In that kind of
environment, the battalion’s structure
seems like a pretty big deal to me.

These have been one man’s thoughts
and musings, based on 20 years in our
Armored Force. BG Chaffee, the father
of the modern armored force, once said
that the armored force is not only the
tank, but all arms and services, with
equal glory for all. We need to recapture
that spirit and recast the Armored Force
as THE force for the warfare of the in-
formation age. What do the rest of you
think? If you don’t write it, no one will
ever know.
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